What exactly is succession planning? Some consider it similar to the royal line of succession to the throne -planning who will be the next senior team. For others it spreads wider and deeper in the organization -helping people cross-skill so there is a well-equipped pool of suitably experienced talent for internal recruitment. For some it is more of an organizationwide strategy that is focused on ensuring the organization is ''future-proofed'' -it will have the right skills in place to be able to grow and perform in a future that is increasingly unpredictable.
It is all these things -but to simplify, it is doing all you can to ensure you have the right people in the right jobs at the right time.
There is a sign up in the reception area of the garage where I take my car for repair. It says ''We don't train our people to be nice, they are nice.'' They hire in a key skill whenever they recruit; this is one approach to succession planning: buy talent. The other way is to build it from within. A succession strategy will inevitably be a mix of buying and building talent. There are advantages and disadvantages to both of course: In my experience, building is a win-win situation for both organization and employee. If you build, there is less of a learning curve when moving people into a new role. They will not need to learn ''how we do things round here'' -instead they can focus on what they need to do to be successful in their role. By promoting people from within, you provide more opportunities for people from within the organization to grow, develop and move on. That increases the likelihood that talent will be engaged, will stay and will explore where their next opportunity is inside the organization rather than going outside. For ''building'' to work the organization needs to be clear about what skills and behaviors it will need for the future -the spec -and have the tools, resources and genuine commitment to develop people to meet that spec.
However, you may be in a business that is based on rapid technological or scientific development, or in a dynamic business environment with changing needs, and it is not possible to grow and develop people from the inside in time to respond -then buying is the only option. And new people bring in fresh ideas, a different perspective -sometimes essential to making a step change in performance. The key is making sure new people have the skills and flexibility to bring others around to their point of view and are able to understand what will work in your culture.
So, whether you buy or build, we have identified five important techniques in making succession strategy work.
Flex with the future
Is your organization the same as it was five years ago? Same products, same customer base, same ownership? I doubt it. And what about job roles and employment practices? And how will these all look in five years' time? Some economic and market conditions are hard to predict but your succession strategy needs to be built on the best vision of the future you can construct -in exactly the same way as your product development, marketing and sales strategies will be. Pepsico lists as a key leadership attribute ''seeing 'round the corner'' -the ability to make a fair estimate as to what is coming. What will be the main technological, economic and social influences on the way you conduct your business over the next few years, and what challenges will this present to your employees now and in the future?
So how do you do this? Think about your business strategy when creating your talent strategy. Try to look ahead to what you will need and where you see the greatest gaps. Develop the picture you see of the future.
2. The 3Cs of fit: competence, connection and culture
As you look to bring on successors, you need to look at their ability to lead, not just manage. It is easy to identify and develop people's competence -specific skills, knowledge and behaviors -but connection skills and ability are often overlooked because they are not as easy to measure and quantify. Yet our data indicates both competence and connection are crucial for successful leaders.
''A succession strategy will inevitably be a mix of buying and building talent.'' And, finally: culture. People may achieve results but are they doing so, or will they do so, in a way that is consistent with the organization's values? Evaluating cultural fit -how an individual's values measure up to those of the organization, both before people join and as they take on more responsibility -is vital. 
The magic is in the mix
When developing people for succession, a mix of experience, coaching and formal learning provides a robust and comprehensive approach to readiness. 70/0/0 is not necessarily the right combination of ''ingredients'' for everyone but a mix of all three is:
l Experience -some companies do nothing more than that: moving people from one assignment to the next to insure they get the right breadth and depth of experience.
l Outside/executive coaching -some organizations focus on this: developing a one-onone plan where individuals work on specific areas that have been identified.
l Formal learning experiences -some organizations provide standard or unique formal learning situations either as the one way to provide development or to augment/replace certain experiences.
Where the true magic happens is when these are done in concert and complement each other. Consider, for example, the individual who is being moved from job to job. Without benefit of coaching -either external or, probably more valuable, coaching by his or her manager, that individual may never know the unique learning points and insights they should have gained from each experience. Our research indicates that individuals do not get as much coaching as they would like:
l 7 percent receive no coaching; and l of those who do, percent say it is ''not as much as I want.''
Creating formal learning experiences that bring people together, and simulating the way you want your future leaders to behave, provides insight for the people they cannot get working alone or one-on-one. They create networking opportunities and allow the current leaders to see how these potential leaders behave, respond and react to the situations they are presented with.
Involve the talent in the planning
You may know what the future holds for an individual in your organization but do you know if they have the same vision? And what they actually want from their work? When we asked nearly ,000 professionals what the most important criterion was for their next job, the pattern was ''work that worked'' for them ( Figure ) :
l interesting work (9 percent); l meaningful work (8 percent); and l work/life balance (8 percent).
And more than half agreed:
l ''I don't think in terms of 'career' . . . I look for 'work' that is satisfying'' (5 percent).
l ''I don't expect my employer to provide a clear path for me'' (57 percent).
Equally you may see a path for people within your organization but our research tells us many people cannot see it for themselves -in fact an average of 0 percent thought their next career move would need to be outside their current organization.
So, ask people what they want -in a structured, open way -and act on the results. That way the organization will achieve maximum satisfaction and maximum contribution from the people it seeks to keep and to promote. 
Cast a wider net
Would your succession planning system hire this guy ( Figure 5 )? Talent takes many shapes. Instead of just looking at the jobs and who can fill them, really look at your people. If you have someone that is great at sales and consulting, create a hybrid role. If you have a leader who is excellent at all parts of the typical job except one, is there a way to rework things and move that work to someone else? Sometimes we dim the shine of a star by trying to get all five points to be an equal length . . . perhaps their lopsidedness is part of what makes them a star and we should not tamper too much with that, just harness it and see what happens . . .
One client of ours found that despite having a formal succession process, their system reinforced the old-boy network. They first made some major changes to how people were selected and nominated for their high-potential programs -focusing more on self-application Figure 5 Albert Einstein than nominations. They also began to do more to develop people at lower levels of the organization so that they would have a larger pool to choose from. Results are impressive.
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